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1s Ship repair yards in practice are enterprises of a general purpose type
which have a great nunber of diverse shops (tsekh) and specielties and
which carry out from beginning to end all repair work encountered on shipa,

2+ Up to the present tine, owing to the many types of ships, their equipnent
and the lack of & sufficlent quantity of interchangeable spare parts and
nachinery in stock, the repair of each ship has been done individually,
without the necessary organizational preparation, Thus, handioraft
methods of work prevail end there are often times when, due to the breske
down of an individual machine or part, ehips stand idle, walting for

the menufacture of a new part.

Thé*:ollowing are sxamples illustrative of what has been saidi

(a) The tugbost Leningrad, belon
Tanker Steamship Agency (Reydtanker

§ing to the Astrakhan Rosdsteads 0il

was taken out of operation in 1939,

The basic work to be done was to change the plating of the hull and teo
replace one boiler, By ths beginning of World War II the hull of the
steanship had been replaced, but they had to walt till 1549 for the boiler,
During this same time thers were several steam bollera at the shipyard
igrfenth Anniversary of the October Revolution, Theses bollers were non=
quid assets, including one which was sultable for the tugboat Leningrad.
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» However, use of ‘ohe lattor boiler was never authorized since all of the

boilers on hand in the yard were earmarked for a steamship which had been

under construction since 1935, but which in fact was never builte In

1540wl construction of this steamship was deleted from the plan altogether,
and in 1951 the hull which had been made for it had become covered with

rust and overgrown uith moss and tall weedss In 19L9 & Boiler was obtained

. for the Leningrad, but the new hull had become completely worthless and

the gteamship had tobe clagsified as permanently in disrepairs In 1951,
the steamship Lsningrads half-sunken, was placed in Zolotoi Zaton; in
Astrakhans The local inhabitants had stolen its wooden parts for fuel
end the other parts, which were still serviceable, had been removed by
mechanicse The steam boiler which had been avallable is on a barge in
the oil port in a bad condition due to disuse and is now listed as
equipment in excess of allowances

(b) The tanker Molotov of the Caspian 0i} Tanker Steamship Agency
(Kasptanker) with a cargo capacity of 10,000 tons was placed in capital
repair in 1949, However, the tanker remained in repair nearly 300 days
more than the planned period of time because of the bad and poorly tined
preparation of technical documentao

(a) The steamship Mikoyan of the caspian Dry Cargo Steamshidp Agency
(Kaspfiot), with a cargo capacity of 1200 tons, remeined in repairs, in
15L9, over 210 days sbove the planned time because of the poor ‘supply of
meteriasls and parte, Similar occurrences are sncountered in the majority
af ship repeir yards both in the Ministry of the Merchant Fleet and the
Ministry of tha River Flo-t. ‘

In the post-ﬂbrld er Ii yesrs the Ministry of the Merchant rleeb (MMF)
with special perliltanca begen trying to find ways to shift over to new,
more modern ope%utianal methods, which would increase the rate of repairs,
and assure a cirtailment of the time spent by ships undergoing overhaul.
Included umong these basic measures are the followings

- (a) standardiaation in the MMF (not an all=union standard) of mnin ‘and
‘auxilisry machinery, and also of interchengeable spare parts through :
specislization of the production of individual plants in certain equipment,
This messure, if carried into effect, will, through effecting repairs by
unit replacement of equipment (agregatnyy metod), afford a sharp redustion
of idle time spent bx ships undergoing overhaul, However, this measure
3did not receive n gaemination because of the stagnation and buresucracy
in the central q{ggggg of the Ministry and because it was impossible for the
"ship repairs indopendently to improve their working methodss In thie event
. ﬂhange of progrln for tho yards is demanded,

) Introduction or apnod-up nethods of ship ropair. This method has
boo most widely proglgnndinod by the Ministry and by 1951 its introduction
ot & rudimentary scale was made nandatorys, The spesdeup method of ship
repair, on the whole, depends on the initiative and state of organization
of the collective of the enterpriss, a fact which is most alluring for the
central spparatus of the Ministry, since it relieves them of superfluous,
‘brain-wracking worke Im 1951 the introduction of speed=up repair sctuslly
wes & propaganda dodge, Directors of the various yerds publicly stated **
that repair of certain ships (usually one or two) would have to be carried
out by speed=up methods, Speedwup repairas of ‘one or two ships was carried
out with & great deal of propaganda bluster, but’ 30 or 4O other ships sterd
idle in repair and the opening of the navigation season was delayed.

All attention was to one or two ships by the expediter (skorostnik), the
best workers were assigned to them, and materials were allotted under
first priority.

ng Ship repair with working forces from ships!
‘ This repair is of two different types:

(1) With removal of the ship from operation, usually in the winter,

(2) Without removal of the ship from operation,,the repairs

ey (being made” #lther with the ship underway or between voyages while it is

. ab.anchor.
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This method wes .a sorb of counter=measure by the yard and ateansh:.p agency
management against the introductlon of sppedsup repair, The self=repair 50%1
method makes 1t poas:.ble to shift the entire burden of work from the .
shoulders of the manq,gera to the shouldersof the enlisted mechan:r.cs, -
captains and group engineersy The regulation for ship repair by work forces
of the ships' crews was worked ou{ \ and it was put into effect
by order of the Minis%er of the Merchant Fleet as a model regulation for

all organizations of 'hhe Ministry of the Merchant Fleete .

50X1

he The probleu of processing technical documents has always been acute in
the ‘Merchant Fleets Prompt and technically competent compilation of
technical documents for ship repairs has been lacking. Repair records
were sometimes compiled by temporary perscnnel or by analogy with old
recordse Furthermore it was almost impossible to obtain price lists or
manuals on estimates, From 1950 on, the Ministry had bégun to pay serious
attention to the processing of technical documents for ship repair and
required an abaolube check on their prompt and correct compilations

50X1 In this report\ | the procedure in the procesaing and
movenent of technical documentl for ship repair, S .

S5« The initial doc\mentu 1nvolved in the repair of a vessel and which nust
be available on each ahip ares

(a.) Log books for recerding defects, both of the hull and of the !
nechanieal parts, o N : , :

(b) ‘Remults of prev"eﬁt;iv'e‘iﬁapectionu
(c) Heuurement of 'ohe wear on parts.

All data which’ d.uoribe the mechsnical condition both of the various pa.rh
and elements of the ship are entered systematically in these documents,
in the course of the ship's operations. From these documents one can
see what defects have arisen on the ship, those which have been eliminated,
and those which are yet to be elininated. The quality of subsequent .
repair documents depends on the completenees’ and quality of the entries

in these doouments, These initial documents are found on board ship, in
the Department of the ghipeMechanics Service and also in the 1nspector¢to
of tho Mearitime negintry (Morskoi Reglastr). )

v

.6 Records of all dei‘oe% are kept on esch ships The defects are extructod
from the log for recer ing defects, from entries of the results of preventive
impeo‘bionl and from the measurement of wear on parts (items a, b, o, above
in paragraph #5) N and u-é entered in the so=called recerd of defects
(defuktntya vedenelt') pefacts are grouped in the tollowing orderst .

(O.) Mnin anginu and béilcrl.

cN\
v

::(bl')j‘ 'Enginea, dack mxiliary machinery and pipeline ‘Bystens,
‘(c)v’ 'Electriel.l eqnipmn‘h and radio equipuant. “

" (d) The hull, liv:l.ng ind urvice lpueel (holda, tunkl, nees hlllu,
heads, etc), . _ .

The chlructar and amount: of work 1nvolved in rep&iring each defect sre
shown in the records For example, replacs LO square meters of six mm steel
plating on the hull between the 20th and the 25th ribs on the starboard
side; or, rebabbitt six journal bearings on the port intermediate shaft
(premeghutochnyy val) with diameter of 200 mms Bearings #l, #5, #6, #7,
#9, #10. Ooatings 5-83 tin babbitt.
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The records are compiled by the senior mechanic and the ‘captain of the ships
Usually the senior mechanic’ entrusts the compn.latlon of the record to the
assistants assigned to the branches (2hd mechanic 4 main engines' 3rd mechanlc -
bollers and steam pipelines; Lth mechanic e deck machinery and auxiliary
engines)s The record of defects is coordinated with the group engineer of
the department of shipemechanics service of the steamahip ageney to which -
- the particular ship is assigneds A group engineer provides technical
‘services for a group of ships; which group is determined by the specialty
of the engineer;, i e Diesel, steam, barges; etce The group ‘engineer must
carei‘ully check the planned ¥olume of work which has been entersd in the
‘tecordss. Superi‘luoue work or padding of the work volume as compared with
.what is actually needed leads t0 a rise in the estimated cost of repsir,
This in turn gives the yard ‘performning the work cpportunities for abuses
(such as getting excess noney for repeir work from the steamship agency
end giving exaggerated indices for fulfillment of the plen)s In the case
of fulfillment of the repeir plan by working forces of the ships® crews,
such pedding would afford the opportunity to the ghips’ crews of earning
eagy nioneys Subaequently the record of defects nmust be coordinated with
the yard performing the work ‘through the yard technologist or the chief
of the estimator groups The record of defects is kept on board ship and
in the hands of the: depertnen‘t. ©f the shipsmechanics service of the
steamship egencyo

50X1

7¢ The repair record (reuonﬁneya vedomost ') 1s the next step in'the dooumentation

of ship'repair worke After the record of defects has been revised completely,
the process of compiling the repair record is begun, The repair record is
conpiled by the estimator group of the yard performing the work in the event
it is yard repair work. If it is ship repair by working forces from the

. erew, ths record is compiled in the ship-mechanics service of the steamghip
agency. A uniform repair record has been eetablilhed for each ahip e.nd the

- forn cqnniete of the fellowing elenentaa

(e.) ‘Repeir record for the hull
~ {v) Repeir record for mechanical parts
(¢) Repair record ‘for electrical equipment

(d) Additionel repair record (in case additionsl work arises not
recorded in the record of defects)

Eeoh oi‘ t.heee 1'bene oonliete of the total mountl fors
(e) I.ebor ceete .
(b) Costs of mteriele

(e) Overhead expenses ;
Ueuelly in order to cempileﬂm repeir record there nust be available the
"Manual on Cost Pigures for Repair Records", which indicates the amount of
. labor required for a particular job and the quantity of materials (in terms
of consélideted indices); Besides thims, there must be available a price
11st for ship repair naterials, However, there are almost no mapngale on
cogt figures in the Ministry of the Merchant Fleet (WMF), or, if there are,
_‘they are only for individual jobs. Tn order to figure costs for the repair
records, the es’&mators usually are obliged to use the "Handbooks of Norms ...,
and Price Rates for Workers*' on ship repair work and also price 1listse '
Figuring costs from manusls takes considerable time since the outlay of
working time ig broken down by individual small scale operationss After”
the estimator has calculated the repair record, it has to be signed by the
local inspectorate of the maritime registry and the following officials
of the shipyard: the chief of the estimator group, the chief of the
planning and production depariment and the chief engineers .Thereupon the
record goes to the steamship agency where it is signed by the captain and
senior mechanic of the ship, by the group engineer of the ship-mechanics
service within whose specialty it falls, and it then must be approved by the
chief of the ship=mechanics service. The repair records are kept in the
ship-mechanics service of the steamship agency and in the yard performing the
worke
SECRET/SECURITY INFORMATION
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8s After processing of the repair record has been completed, the compilation
of the estimate for 'ship repair begins. As a rule, four estimates are .
compileds ' , :

(a) \‘"Esﬁiﬁuate.fi’or capital reﬁgit ,‘ ( , 50X1
(v) E_stifma’t;e for meciiun ‘repair ’ o
'(’é) Es_tiiaaij;e ‘for féuting repair : i

(d) - Estimate for ship repair by working forces from the crew )
Nl - #
The total outlay only for each ship is cited separately in the estinates
(without & breakdown for the jobs technologically)s  Funds for ship repair
are requlsitioned by estimate, The estimate for ship repair is signed by the
following officials in the steamship agencys ' the compiling engineer of the
brench of the shipsmechanics service for shir repair; by the chiéf of the
shipspechanics service, by the chief of the planning'depanthent, by the chief
- of the department of labor and wages; by the chief engineer; and then by the
chief of the agency. 'The estimate next goes to the glavk exercising jurisdiction.
In the glavk the estimate is checked by the chiefs of the planning smd technical
departments and if wnough money for the ship repair has been allotted to the
particular steamship agency to pay for the estimate, then these persons sign
1t and give it to phe'¢hiQ;ﬂ§ﬂgineer and the chief of the glavk for approvale
An estimate for capital repair must also be approved by the chief of the '
planning and economic depertment of the ministry and thereafter it gogs to
the minister for approval, o . Lo
9+ In'practice, approval of the estimate is effected otherwise, Appropristicns
for ship repairs are not allctted, on the basis of actual requiremente but are
considerably reduced. Then an order is written on the estimates "Bring the
estimate into conformity with the sum of (blank) rubles.-appropristed by the
government®, The estimate goes back to the steamship agency, where a correction
of the repair record is ngde'for the purpose of adjusting the sum of the
estimate to the amount of ‘the appropristion. It often happens that necessary
repair Jobs have to bs eliminated to the detriment of the future technical
condition of the shipse This situstion results in ships operating on the
verge of breakdown; called na iznoss Over-expenditure of money is not permitted,
nor is. transferring funds between items on an approved estimate authorized.
After approval in the Ministry, the estimate comes to the steamship agency
end the yard which will perform the work. The original of the estimate is
kept in the secret department of the steamship ‘agency, Copiles, with the
legel character of secret doeuments, are to be found in the possession of
the chief engineer, the chisf of the shipemechanics service, the ohlef of
the plenning department, the chief of the department of labor and wages and
the chief accountant,

10, Oontracts between the repair yard and the client are formulated in certsin
cases, If the ship repeir yard is subordinated to the steamship agency, no
contract for ship repairs is'conclided between them. In thie case the
steamship sgency by directive inetructs the yard to stert the ship repairs
and 40" coriplets them within a defined time limite ~An analogous procedurs
for handing ships over to a:shipyard for repair occurs if the yard is < -
subordinated to the sane glavk as the steamship agency, yet not direetly -
subordinate’' to the agency. In this case the steamship agency compiles the * :
draft order for ship repairs, and the chief 'of the glavk signs it, :
In sope cames the ship repair yard is subordinated neither to the steamship
agency nor to the same glavk as the agency, but to some other lavk, for -
exanple, the Chief Directorate of Marine Industry (Gluvmerpron§<cr the
Chief Directorate of Maghinery Construction Enterprises (Glavmashpron).

The steanship sgency then must conclude a contract for ship repair with the

yard, There are two types of much centracts, a general contract and a local

contract. The contract is concluded for a single 8hip or for a group of
ships, depending upon the vategory of repair work involveds, - .~ '

*
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1l. 1In these contracts the mutual rights and obligations of the parties are set
" forths The usual terms found in such contracts are:

Y Resbonsibilitiea on the part of the steamship agency 501

(1) Making the ship ready and putting it into repair promptly
(processing of estimate documents, plans; diagrams, dismantling
(rezorugzhenie) and cleaning of the ship)

(2) Prompt supply of ship repair materials ( if by contract
the steamship agency is to supply them)

(3) Prompt transfer to the jurisdiction of the yard of those
crew members who have ship repair specialties

(L) Assuring the constant control over the progress of the
ship repairs

() Supplying the necellary small craft to deploy and rearrange “
the group of ships (karavan) in repair (normally occurring ‘during the
winter moriths when there is no navigation)

(6) Making provision for ice~bresking end allehands job for
the group of ships (keravan) in repair, This would aleo occur during
winter repalr operations when numercus ships are tied up alongside one
anothers

" (7) Prompt carrylng out of work involved in acceptance as the
ships are finished

'

(8) Msking prompt monetary settlements for ship repair work

(9) Prompt removal of repaired and accepted ships from the
quays of the shipyarde

(B) Responsibilities on the part of the shipyard

(1) Prompt carrying out of ship repairs in conformity with the
time. limits and schedulss laid down in the directive

(2) Assuring the requiaita quality of the ship repairs

(3) Provision of guards for ships at the quays of the shipyard

(L) Assuring timely delivery of repaired ships to the client
(C) Regulations binding on both parties

(1) All questions connected with unforeseen jobs on & ship, ile
Jobs not envisaged by the repair record but ariming in the course of

repair, are to be approved by the yerd Jointly with the client and
representativesof the Maritime Registry

(2) All repair of ships must be carried out under the aupervision
of representatives of the Maritime Registry

{3) The instructions of the representatives of the Maritime
Registry are to be carrisd out completely in the course of repsir
and at the time of delivery of repalred shipe to the client

(L) 1In the contract there may be a stipulation for the payment
of a bonus to the shipyard by the client in the event that ships are
released from repair ahead of time and for imposing a penslty on the
shipyard by the client in the event of tardy release of ahipa from
repair

(5) All disputes betwsen the client and the yard sre to be
decided by departmental precedure

SECRET/SECURITY INFORMATION
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There are specific time schedules established for ship repair worke.  Before
& ship is placed in repair the shipyard, jointly with the client, must make
up schedules of work, These schedules stipulate the time limits for
completion of work, by elements, for each ship and are approved by the yards
Jointly with the senior mechanics and ship captains, These working schedules
are coordinated with the ship-mechanics service of the steamship agency.
Depending on circumstances, necessary corrections can be made in the ,
working schedules during the course of the work, but only within the limits
of the directive schedule, The results of schedule fulfillment must be
added up every ten days.

In the Ministry of the Merchant Fleet a number of the ships have been
transferred to the principles of business accountability (khozraschet).
These particular ships hsve books kept on the expenditures borne by them
and the revenues received as & result of shipping operationss In order teo
record the expenditures borne by a ship the captains ere issued specilal
quota booke (Limitnyye knizhki) of two typess the present time in the
Merchant Fleet, daily expenditures for repairs are recorded only for those
ships being repaired by the crew. There is no daily record for ships being
repaired in the yardse There were attempts to introduce this kind of
bookkeeping for the repair records, but this turned out to be hardly
feasible owing to the lack of personnel. Repair expenditures of ships
operating on the principles of business accountability (khozraschet) are
not computed until repair is completed and they are recorded as a totel
under "expenditures for ship repair® for those ships which have been in
shipyard repaire. For ships whose crews are performing the repair work the
followlng expenses are regularly recordeds

(a) Wages

(b) Crews' rations

(c) Materials

(d) Spare parts and components

(e) Shipyard services

(f) Miscellaneous expenses
An order (zakaz) and a work order (naryad) are two basic documents involved
in ship repair work. A zakaz is an order to the planning and production
department of a repair yard, The zakaz states the work to be done, the

specifications, the time set for completion and the quantitles to be
manufactured., A work order (naryad) is directed to the workers by the

- shipyard and contains the units to be made, the norms involved and the

costse Each naryad is kept on file by the chief accountant for the ship
repair yarde Before the ship is put into the quay of the shipyard, but
after the approved repair record is availsble, the ship=mechanics service

of the client steamship sgency submits a zakaz %o the yard, This zakaz

calls for the manufacture of various parts and semisfinished materials as
well as for repair jobs by elements in conformity with the repair record.

The zakaz passes through the planning and production department of the yard
and is received-in the workshops of the yard in the form of a naryads In

the narysd issed to the workers for a particular job, it is mandatory te
quote the number of the zakaz., A naryad which does not carry the number of
the authenticating zakaz is invalid and will not be paide The zakazes are
control documents (besides being the basis for the working documents of the
shop chiefs) which make it possible for the shipyard to keep check on the shop
chiefs and foremen., This prevents the latter officials from giving excess or

~ unnecessary work to the yard workers., It also prevents the shop chiefs

and foremen from drafting false naryads so as to increase the pay of the
workers for work actually not fulfilled.

SECRET/SECURITY INFORMATION
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15. Certificates of percenta ‘protsentovki) of work fulfilled are used
as & check on the fulf{liment of ‘ship repair work. Perlodically, once or
twice a month (depending onm the terms of the contract) the client and the
contractor check on the progress of the ship repairs and determine the 50X1
extent to which the ships are finisheds The results of the _inspection
are recorded in the cerfific te of percentages of work fulfilled which
is signed by the representatives of the client steamship agency and the
vepair yarde The certificate with the joint signatures gerves as the basis
for the shipyard prese:}_t L1, ﬁ,h_,iﬁlient with a bill for repair Jobs already
completed and for giving ,_o,'% port on the fulfillment of the ship repair plan
for a particular period ef fimes The certificate of percentage of work
fulfilled is checked by the representatives of the local inspectorate of

the Maritime Registrys

(4]

16s The certificate of scceptance of a ship from repasir is a further document
required in the repair of MVF vessels, On the completion of .ship repairs the
client Jointly with the local inspectorate of the Maritime Registry must
sccept the ship. The acceptance of the ship takes place in two stages, in
both of which the representative of the Maritime Registry plays the -
dominating role, S

pbance involves the following slementss

s ‘ship takes place at the yard and dock .
trials (shvartovyye ispitdniys) are held. At this time & gareful inspection
of the whole ship is carfisd out by way of dock trisls and the quality
of the work both on 'th,g,,&! nery and on the hull is determineds If the
yard inspection shows sstisfactory results, the dock trial with all of the
machinery in operation is genducted while the ship is still at its berth.
If the operation of the mein snd euxilisry machinery shows satisfactory
results, then the firsi part of the certificate of scceptance of a ship

from repair is drawn up, and the ship is oleared for the second stage of
soceptance, o -

SR G FERNE
SO

(2) First stage pf;'deég
Prelininary acceptance of

(b) Becond stage of acoeptance includes the follewing itemss If neceseary,
the representatives of the glient, the repair yard and the representatives
of the Maritime Registry make tests of all the ship's nachinery in operation,
The tests of the ship's gperation include; the speed of the ship for a
measured mile, maneuverabiliiy, turning rediue (sirkulatsiya) and reversing
gears If the speed tept oY satisfactory results, the certificate of
aoceptance of the ship from repair is filled in completely and is aigned
by the representatives of the yard, the client and the Maritime Reglstry.
The representatives of the latter activity enter in the certificate thelr
, appralsal of the quality of the repair, i e excellent, good or satisfastorys
LA lhgh mot socepted frem repair in the event of a rating of less than
satisfactorys The vessel cannot be accepted unless the representative of -
the Maritime Registry ap 10 of the quality of the works

17¢ The qc\ﬂiﬂa‘m of daii.mwﬂ,f,,jho ship into cperations is the final stage

of the dosumentation imvelved in ship repair works As o ruls, this
aertificate is drawn up by the ship-mechanics service and operations service
£ the stesnship agenoy, The former releases the ships from repair when

ey are fit for operations;, while the latter accepts the vessels for operations.
The certificate of delivery is drawn up anong the repressntatives of the
Maritine Repistry, the Port Bupervision (Portovyy Wadeor), the Militarized
Guard (Vekhy), the Medical Supervision (Sanitarnyy Kadeor) and the Ascident
Preventisn (Tekhnika ,B‘clggg,!%pﬂ) agtivitiens A ship, in order %o be
relessed to operations, must be completely equipped and provided with fire
fighting apparatus and it must slso meet the requirements of the egencies
of medicel supervision and agaident prevention, Afier the certificate of
delivery of a ship to operations is signed, the ship is free to leave on &
voyege, s . :

o
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